
       

    ENTREPRENEURSHIP AND SUSTAINABILITY ISSUES 

ISSN 2345-0282 (online) http://jssidoi.org/jesi/ 

                   2020 Volume 8 Number 2 (December) 

   http://doi.org/10.9770/jesi.2020.8.2(48) 

                   
              Publisher 
http://jssidoi.org/esc/home 

        

799 

 

AFTER COVID-19. REORIENTATION OF CRISIS MANAGEMENT IN CRISIS*  

 

Zbyslaw Dobrowolski 

  

 Jagiellonian University, Institute of Public Affairs, ul. Prof. S. Lojasiewicza 4, 30-348 Krakow, Poland  

 

E-mails:  zbyslaw.dobrowolski@uj.edu.pl  

  

 

Received 15 March 2020; accepted 29 September 2020; published 30 December 2020 

 

 
Abstract. The occurrence of the COVID-19 Pandemic has revealed all the weaknesses of different organisations, including 

macrostructures – the States.  It turned out that they are unprepared to COVID-19 Pandemic and at the same time pretending that they are 

controlling unpredictability, which is not valid. I collect information through a review of secondary data and observation of pandemic 

effects in several countries. In all countries, the effects of a pandemic are noticeable.  It creates the slowdown of the economy and the 

introduction of restrictions on public life on an unprecedented scale. The effects of current economic restrictions will appear in a few 

months. I identified weaknesses in the crisis response and argue that any organisations also in macro-level should redefine the role of crisis 

management, which is in crisis. There is a need for a co‐evolving this system within the organisation, which means the necessity of 

reshaping crisis management from crisis management relational model into crisis management three-dimensional flexible model. Crisis 

management based on risk analysis may be useless in the context of organisational unpredictability. 
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1. Introduction 

 

COVID-19 pandemic revealed weakness in organisations and macrostructures in different scale in all of the 

World. It is sufficient evidence that crisis management has failed. The effects of unpredictable pandemic are 

significant. They are breaking supply chains, hindering business operations, results in loss of trust and reputation. 

Most countries have severe problems with ensuring essential health and economic security for their citizens and 

residents.  
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There are many studies on crisis management (c.f., Mansfeld, 1999; Okike, 2004; Ghosh, Ostry, & Qureshi, 2015; 

Besenyő, & Kármán, 2020). However, there is little know why crisis management is flawed, which is proved by 

systematically recurring crises and the last one initiated by COVID-19. I aim to fill this research gap and 

formulate the following research problem, whether crisis management relational approach based on risk 

management is appropriate in conditions of unpredictability?  

 

The paper proceeds as follows: First, I review previous research on crisis management, and formulate 

methodology. Next, I build a new model of crisis management. After that, I formulate conclusions and identify an 

area of future research. 

 

2. Theoretical Framework         

    
2.1. Nature of crisis and crisis response 
 

Literature study showed that the nature of the crisis and its responses are multifaceted. Following Smith view, 

there is no collective acceptance about the precise meaning of the term "crisis" (Smith, 2005, p. 319). However, 

Jaques (2010) noticed that a descriptive definition developed by Pearson and Clair (1998) is appropriate: "An 

organisational crisis is a high impact event that threatens the viability of the organisation and is characterised by 

ambiguity of cause, effect and means of resolution, as well as by a belief that decisions must be made swiftly" (p. 

60). This definition should be changed. An organisational crisis is indeed a high impact event that threatens the 

viability of the organisation. However, causes of the crisis can be known or should be determined, but they have 

not been established because the organisation has neglected potential threats. Therefore, an organisational crisis is 

a high impact event that threatens the viability of the organisation and is caused by neglect observation of 

potential threats, their effects and means of resolution. 

 

Müller (1985) noticed that in a crisis, it is highly unlikely that problems will be solved at a single stroke or by ad-

hoc action. It leads to the assumption that despite the urgency of the crisis, the situation demands management 

and solving-problems from a three-dimensional perspective, which includes organisational, managerial and 

political issues. One may add to this perspective, another one, an axiological dimension. Moral weaknesses in 

organisations may catalyse a crisis, but also cause such ethical crises (Boling, 1978; Dobrowolski, 2017). 

Paraskevas (2006) using narrative analysis identified weaknesses in the chain's crisis response. Kouzmin (2008) 

noticed, that crisis management can be unable to decrease escalating crisis in increasingly risk-dominated 

economies. His statement needs to be fulfilled. 

 

Crisis management proved to be useless in a pandemic. Johansen, Aggerholm and Frandsen (2012) presented and 

discussed some of the main findings from a broad survey of internal crisis management and crisis communication 

conducted in 2011 among the 367 largest Danish private companies and 98 public organisations (municipalities). 

The study showed that the vast majority of analysed organisations had a crisis or contingency plans. However, the 

questions: how do they implement these plans, and what are the effects of the crisis management were without 

answers. Surely, such a response is possible in the crisis, which means ex-post. I argue that it is too late to obtain 

such a solution. There is a need to verify the accuracy od such plans and effectiveness of problem-solving ex-ante. 

Therefore, organisations should not only prepare crisis or contingency plan but also measures of verification these 

plans. Preble (1997) notes the fields of strategic management and crisis management have been evolving 

separately despite their potential for synergistic integration. This author shows how the combination of crisis 

management's approach to strategic management's offensive market positioning orientation can strengthen the 

strategic management of organisations. 

 

Richardson (1995) examines the nature of crisis-prone organisational beliefs and behaviours and focuses mainly 

on disaster ‐ proneness. Richardson shows that narrow views of reality and the organisational systems and 
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behaviours promoted by such views lead to crisis events. He concludes that many of us work in organisations 

which are "crises waiting to happen". Such observations lead to a generalisation that the management and 

employees of the organisation catalyse crises with their inertia.  

 

The practical conclusion that comes from these studies, although not presented by Richardson, is that mechanisms 

should be developed for warning against the limited perception of the environment and threats by members of the 

organisation. It leads to the generalisation that crisis management based on risk analysis may be useless in the 

context of organisational unpredictability. 

 

The importance of risk assessment presents many researchers (Simunic & Stein, 1990; Friedlob & Schleifer, 

1999; Reamer, 2000; Chang et al., 2008; Phillips, 2011; Wang & Li, 2011; Christensen, Glover, & Wood, 2013; 

Amir, Kallunki & Nilsson, 2014; Gramling & Schneider, 2018). Uncertainty differs from risk (Dobrowolski, 

2020). One may measure and quantify the risk, and the potential outcomes are known—uncertainty links with 

unpredictable future events. One may mitigate the risk. Uncertainty is beyond the control of the individual, group 

or organisation (Cook, 1988; Alaszewski & Coxon, 2008; Samson, Reneke & Wiecek, 2009; Renn, Klinke & van 

Asselt, 2011; Dobrowolski, 2020). 

 

The most crucial challenge for organisations operating in conditions of uncertainty is the ability to respond to 

unpredictable situations actively (Dobrowolski, 2020). Organisations which want to exist in an unpredictable 

environment need solid roots based on social capital, where trust plays a key role (c.f. Coleman, 1990; Prusak & 

Cohen, 2001; Adler & Seok-Woo, 2002; Hansen, 2002; Dobrowolski, 2020). Such organisations have to use 

foresight, which may help tame many unknowns of uncertainty through the selection of one of the different future 

options and creation conclusion for the present, and decision for one of the options (c.f., Ansoff, 1980; Martin, 

1995; Barker & Smith, 1995; Miles, 2008; Cuhls, 2008; Liebl & Schwarz, 2010; Cuhls, 2003; Georghiou et al., 

2008; Greenblott, O'Farrell, & Olson, 2018; Cuhls, 2019; Dobrowolski, 2020; Gordon & Helmer, 1964; Bright & 

Schoeman,1973; Martino, 1983; Andriopoulos & Gotsi, 2006; Popper, 2008, 2008a).  

 

Foresight includes identification of weak signals and wild cards. Weak signals are early, often inaccurate, signs of 

impending events. These events, after the occurrence, affect individuals, groups and organisations and their 

environment in the very indefinite future (Botterhuis et al., 2010; Dobrowolski, 2020). Weak signals are precursor 

events, or they are early warnings, namely slight changes in the current state of affairs or existing trends that−if 

observed and correctly interpreted−may hint at a growing likelihood of occurrence of a specific Wild Card. These 

signals may be unclear at the beginning, but they may become more precise in time (if monitored) or more 

reliable, perhaps in combination with other signals (Botterhuis et al., 2010; Brynielsson, 2013; Dobrowolski, 

2020). Wild Cards are potential future events with a low likelihood of occurrence but with high impact in the 

future, if they occur (Mendonca et al., 2004; Smith & Dubois, 2010; Hauptman, Hoppe & Raban, 2015; Qi & 

Tapio, 2018; Dobrowolski, 2020). Researchers (c.f., Mendonca et al., 2004) advocate the implementation of a 

weak signal methodology and identification of wild cards by scanning the decision environment. They suggest the 

nurture of improvisation capabilities, which help exist in an unpredictable environment. This approach may lead 

to organisational agility (Ilmola & Kuusi, 2006; Dobrowolski, 2020).   

 

The appearance of past cases of transmission of animal diseases to humans and the fact of functioning in the 

conditions of globalisation should be a sufficient signal to take remedial actions to prepare for a new pandemic 

properly. It was, therefore, necessary to introduce mechanisms for the selection of potentially sick patients at all 

border crossing points, in particular airports. It was necessary to determine the capacity of hospitals and their 

equipment with life-saving measures. There is a need to redefine economic policy. Current policy is flawed due to 

based on greed manifested in need to achieve ever-higher profits and satisfaction of shareholders and leading to 

the relocation of production to countries with lower production costs. This short-sighted policy led to the 

emergence of monopolistic practices and total dependence on supplies in one or two countries. The effects of 
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breaking the supply chain were noticeable. It was a crucial weak signal of upcoming economic disaster, and it is 

unbelievable that such visible signals have been ignored. It is, therefore, necessary to end this policy and rebuild 

"strategic" production in individual countries. One must move away from the naive assumption that business is 

transnational. Business is and will be national because it is too dependent on politicians. 

 

2. Methodology 

 

The observation of the scale of COVID-19 problems in the following countries: the USA, Spain, Italy, the United 

Kingdom and France leads to the following generalisation. Crisis management in those countries is in crisis. Next, 

I started to literature review to establish whether crisis management relational approach based on risk 

management is appropriate in conditions of unpredictability?  I aware that literature study as the primary research 

method can be perceived as the limitations of this research. However, I argue that literature research is valuable, 

though secondary, source of evidence. In management sciences, theories are build based on practice. The lack of 

any reference in the literature about foresight in crisis management may confirm that such a solution was not 

taken into account. Consistent with an abductive approach (Lukka, 2014; Lukka & Modell, 2010), the insights in 

this paper have emerged iteratively through consideration of both theory and the empirical cases. 

 

3. Results  

3.1. Approach of crisis management 

 

Jaques (2007) showed that linear life-cycle models of crisis management are flawed and did not fail to capture the 

full dynamics of changes. Therefore, there is a need to use a non-linear, relational construct which considers issue 

and crisis management in the context of interdependent activities, which must be managed at different stages. He 

aptly notes that such an approach includes the role of issue-solving management in both the pre-crisis and post-

crisis phases. 

 

The traditional approach, called "event approach" regards a crisis as an adverse event. It focuses on incident 

response – what an organisation has to do when a crisis occurs and how to prepare for it in case it happens 

(Jaques, 2010). However, this concept is based on the assumption that "a crisis is a sudden and unexpected event 

that threatens to disrupt an organisation's operations and poses both a financial and reputations threat" (Coombs, 

2007, p. 164) or "a crisis is an unplanned (but not necessarily unexpected) event that calls for real-time high-level 

strategic decisions in circumstances where making the wrong decisions, or not responding quickly or proactively 

enough, could seriously harm the organisation" (Davies, 2005, p. 69). Meanwhile, the crisis occurs because the 

organisation is flawed, which means that there were no preventive measures to predict crisis occurrence. 

 

Recently a distinct tendency for crisis management evolves beyond the operationalised response. It flows from the 

argument of a growing awareness that organisations should focus on identifying any signs of crisis to avoid it. It 

has led to increasing acceptance of crisis management as part of a process continuum. What does it mean? It 

means that organisations need to take into account that: a) most crises are not sudden events; b) that leaders and 

managers have to be familiar with red flags of crisis and ensure that such red flags are consistently developed. 

Familiarity with red flags may prevent potential crises, or to mitigate those which do occur. Pauchant and Mitroff 

aptly note that "Crisis management is not the same as crash management – what to do when everything falls 

apart" (Pauchant & Mitroff, 1992, p. 11). It means that they pointed out the proactive approach to the crisis. 

Shrivastava (1995) noticed that crises are not events but processes (Jaques, 2010). 

 

Crises are not discrete events, but mostly high-intensity nodes in ongoing streams of social interaction ('t Hart, 

Heyse & Boin, 2000, p. 185). It means that crisis is an ongoing process, which after disclosure and application of 

remedies mutates and occurs in a different form. It, therefore, requires constant tracking of early signals, named 

weak signals, or symptoms or "red flags" of crises. Such approach is complementarity between the event approach 
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and the process approach to crisis management, and I do not compare these the approaches in detail knowing that 

it was analysed in the past (c.f., Forgues & Roux-Dufort, 1998; Jaques 2009; Roux-Dufort, 2007, Jaques, 2010). 

Following Jaques study I also identify the challenge in the present study is how to represent the new crisis process 

approach in a way which translates into structural design, utilising the continuum of established management 

terminology and activity.  I also agree with Roux-Dufort (2007) and Jaques (2010) that in the situation of different 

organisational needs, there is no best practice model for how to resolve the crisis. Many organisations may reflect 

a combination of both the event and the process approach to crisis management. 

 

Jaques proposes to take into account the process continuum approach instead of the event approach, which means 

the implementation of more fully integrated, a non-linear model which establishes crisis management as a cyclical 

construct (Jaques, 2007).  In his model one may recognise four cores: crisis preparedness; crisis prevention; crisis 

even management and post-crisis management, which includes the last and simultaneously first stage: evaluation 

and modification of activities.  

 

Crisis preparedness includes planning processes, systems manuals, training and simulations. Crisis prevention 

includes early warning scanning, issue and risk management and emergency response. Crisis event management 

includes crisis recognition, system activation/response and crisis management. Post-crisis management includes 

recovery, business resumption, post-crisis issue impact, evaluation and modification (Jaques, 2007, 2010).  

      

Analysis of this model leads to the identification of some organisational problems. There is unclear why Jaques 

distinguishes crisis preparedness as a separate core and does not link this core with crisis prevention. According to 

(the very well-recognised in management sciences) Adamiecki and Chatelier the cycle of organised activity, the 

analysis should precede planning. It means that planning processes should be effects of weak signals, but 

simultaneously weak signals scanning should proceed as planned. There is, therefore, a need for link early weak 

signals with planning instead of distinguishing between two cores, including separately planning and scanning 

signals. 

 

Jaques (2010) aptly notes that non-linear construct includes related and integrated activities which may overlap or 

coincide. Nevertheless, the proposed model can lead to misunderstanding and different perceptions of the model's 

assumption. Even if the cyclical model is not linear assumes a particular sequence of events, because of consists 

of cycles of the circle. Based on Jaques model, I propose modified (figure 1) new crisis management relational 

model named three-dimensional crisis management model. 

 

 
 

Figure 1. Three-dimension crisis management model 

Source: Own elaboration based on Jaques 2007, 2010. 

 

Jaques (2010) correctly postulates the organisational need to crisis preparedness includes many of the primary 

activities, such as planning processes, including traditional exercises and simulations. However, it may be 
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unnecessary to plan simulation based on experience from the past. It has to be supplemented by weak signals 

scanning. It seems that proposed orderly and logical nonlinear construct, which is, however, a phased structure, 

should be replaced by a three-dimensional structure, named "glue structure", where preventive activities, 

including among others, early warning systems and risk/issue management, are realised simultaneously with post-

crisis management. Such an approach will enable limitation of adverse organisational, managerial, social, 

economical and political effects of crises. The cited author noticed it is a very natural human tendency to focus on 

moving on from the crisis as quickly as possible and returning to former conditions. There is an extensive 

literature on change management, where authors pointed out the organisational desire to back to the old track 

(Wilson, 1992; Kotter, 1996; Senior, 2002; Todnem, 2005). The barriers to management learning and 

organisational improvement in the aftermath of a crisis are also recognised (c.f. Elliott, Smith & McGuinness, 

2000; Jaques, 2008). Jaques (2010) correctly notes that resistance by any organisation to a frank assessment of its 

shortcomings is understandable, but the post-crisis phase is necessary to improve the organisational activities. 

 

Again, I conclude correctness of Jaques (2010) arguments that the effective way of counteracting crises is to 

institutionalise a crisis prevention mindset instead of just focusing on crisis response. This multifaceted approach 

includes but is not limited to a deep understanding of systemic causes of previous crises. Systemic failures are a 

known cause of significant crises. There is a lot of evidence from the past that limitations of faults were 

deliberately suppressed (Esser & Lindoerfer, 1989; Starbuck & Milliken, 2007, Jaques, 2010). Such a situation is 

usually fuelled by ethical gaps in organisations and a lack of trust in organisations. Therefore, the effective 

preparedness to the crisis requires a change of thinking and behaviour.  

 

Believing that crisis is inevitable and upcoming should replace naive believe that organisation may omit crisis. In 

the situation of the organisation's functioning in the conditions of globalisation, the crisis will occur. Creating a 

culture of trust and openness is necessary to eliminate examples of hiding problems. I agree with Jaques (2010) 

and Brown (2002) that crisis is catalysed by lack of imagination and inadequate analysis; rather than due to lack 

of information. Therefore, I suggest the need to build "weak signals" thinking and change approach from 

forecasting to foresight. 

 

3.2. Core values of Crisis Management  

 

Review of literature showed that successful crisis management needs a culture based on openness to experience 

and change, creativeness, ethical behaviour. Taking into account these requirements, I modify the Norton and 

Kaplan balanced scorecard, and I formulate four core values of crisis management (Figure 2 and 3). I assume that 

a mechanism for building relationships and other intangibles between individuals and organisations are just as 

important as the ability to financing crisis management. 
  

 
Figure 2. Balanced Core Values of New Crisis Management  

Source: Own elaboration based on Kaplan Norton Balanced Scorecard.  
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To succeed in unpredictable 

environment, how will we 

sustain and develop our 

ability to change and make 

improvements? 

Creativeness 

Objectives Measures Targets Initiatives 

To achieve our goals, how 

will we sustain and develop 

our ability to act agility to 

effectively exist in 

unpredictable environment? 

Agility 

Objectives Measures Targets Initiatives 

To satisfy our clients which 

business processes must we 

excel at? 

Ethics 

Objectives Measures Targets Initiatives 

To achieve our vision how 

should we communicate to 

our clients? 

Openness 

Objectives Measures Targets Initiatives 

 

Figure 3. Elements of Balanced Scorecard of Crisis Management 

Source: Own elaboration based on Kaplan Norton Balanced Scorecard 

 

 

Effective crisis management requires the appropriate formulation of objectives, design and management of each 

of the three levels: organisation, process and workplace. I specify nine variables that create crisis management 

matrix (figure 4). Three variables affect the organisation's performance in each of its areas. They show ways in 

which the organisation's goals are achieved, the way of designing the activities and the way of managing the 

organisation may influence three levels of effectiveness: the level of organisation, the level of the process and the 

level of the workplace. This approach is similar to the one proposed by Rummler and Brache in achieving 

organisational effectiveness (Dobrowolski & Szejner, 2019; Rummler & Brache, 1995). I modify this approach 

adding the need to identify weak signals in nine variables of organisations.  

 

 
 

Figure 4. Nine Variables of Crisis Management 

Source: Own elaboration based on (Dobrowolski & Szejner, 2019; Rummler & Brache, 1995). 

 

 

Conclusions  

 

The aim of this research was achieved. The public organisations, entrepreneurs and consumers live in more 

uncertainly environment caused by the pandemic. In such circumstances, the risk-based approach is not sufficient. 

This research confirmed arguments of Jaques (2010) the need to establishing effective mechanisms to recognise 

and respond to weak signals. However, the non-linear model based on circle crisis management model needs to be 
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replaced by the three-dimensional model, where the flexibility of crisis management exists. I also confirm Jaques' 

(2010) postulate the organisational need to crisis preparedness includes many of the primary activities, such as 

planning processes, including traditional exercises and simulations. However, I argue that it may be useless to 

plan and carry out simulation-based on experience from the past. It hasto be supplemented by weak signals 

scanning. Concluding correctness of Jaques (2010) arguments that the effective way of counteracting crises is to 

institutionalise a crisis prevention mindset instead of just focusing on crisis response I argue that naive believing 

that organisation may omit crisis should be replaced by an approach that crisis is inevitable and upcoming. I agree 

with Brown (2002) that crisis is catalysed by lack of imagination and inadequate analysis. Therefore, I suggest the 

need to build "weak signals thinking" and change the approach from forecasting to foresight. 

 

There were a lot of weak signals of the imminent crisis in the past, and it is unbelievable that no one identified the 

immediate threat. Further research and practice should enable determining why weak signals are ignored. 

Regardless of the future scope of research, based on literature study where the importance of social capital for the 

organisation functioning in an unstable environment is underlined, I propose to use the modified the Norton and 

Kaplan balanced scorecard, and I formulate four core values of crisis management. Besides, I noticed that 

effective crisis management requires the appropriate formulation of objectives, design and management of each of 

the three levels: organisation, process and workplace. I specify nine variables that create crisis management 

matrix, and I argue the need to identify weak signals related to each of this variable.  

 

This article can be useful for practitioners. The important lesson here is not just identifying to a wide range of 

weak signals but also their analysis. Crisis costs too much because someone is to turn a blind eye to improper 

management practices. 
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